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to initials and OFFICE OF Tit’ CHIEF OF NAVAL OPERATIONS 


No. Serial 000368-21 


05781 


WASHINGTON 25, De Ce 


4 March 1949 


MEMORANDUM FOR THD EXECUTIVE SECRETARY, 
NATIONAL SECURITY COUNCIL. 


Vias Director, Central Intellisonce Agency. 


subjects Report to tho National Security Council entitled 
"The Contral Intelligonco Agency and the TMational 


Organizotion for Intcllizence" dated 1 January 


1949, 


Enclosures: (A) Camonts of tho Department of the Navy © 
pertaining to subject report. 


(B) Proposed draft of amended NSCID Yo. 1 


Le Enclosures (A) and (B) are forwarded herowith in 
coapliance with the memorandum for the National Security Council 


dated 24 January 1949. 


(Signed) Thos. 8. Inglis: 


THOS. B. INGLIS 
Rear Aduiral, U.S. Navy 
Director of aval Intelligence 


1st Indorsement 7 March 19h9 
To: kxecutive Sccretary, National Security Council 


1. Forwarded. 


(Signed) hk. H. Hillenkoetter 


R, H. HILLENKOETTER 
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1. 


ENCLOSURE (A) . 


Comments of the Department of the Havy on the, 
Roport to the National Security Council entitled 
"The Central Intelligence Agency and National = _ - 


Organization for Intelligence" dated 1 January 1949. 


‘The following coments and recommendations regarding the 


subject report are submitted by the Office of Haval Intelligonce. 


The report contained herein is confined to those "Conclusions and 


Recannendations" sontuined in the subject roport which are of 


concern to the Department of the Navy. 


Ze 


The majority of tho "Conclusions and Recommendations" 


contained in the subject report may be catalogued under the 


following headings of which the first covers practically the 


ontire report: 


Ae 
Be 
C. 
De 


BE. 


Coordination 

The Intelligence Advisory Oct ttee 

The Interdepartaental Coordimting and Plamning Staff 
The Central Intelligence Agency 

liiscellancous, which includes such matters as personnel, 
erisis ostimates, and intolligence agencies other than 


the CIA. 


The following canments and recomnondations will be placed in the 


foragoings categories. 


ENCLOSURE (A) 
wle 
COPY 
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A. Coordination 

The report states that the coordination function 
of the CIA is not being adequately oxorcised and that 
(page 3) "what is needed in continuing and effeotive 
coordinating action under i ian iets and also 
directives establishing (no re preciaoly, the responsibility 
of the various intolligence agencies." The roport also 
states that (page 5) “coordination can most effectively 
befidhieved by mutual agreement) among the various 
agencies." The National Security Act of 1947 charzes 
the Director of the CIA with recommending to the 
National Security Council measures for coordination of 
the intelligence a;encies but confers upon the Directer 


2 no authority) over those agencies. As each of those 
agensios is under its own Departmental Jlead, such 

< authority would be inoonsistont with normal command 
relations. Consequently, : the best organization for 
effectively osteblishing the desired degree of coordina~ 
tion appears to be the Intelligence Advisory Committee. 
The TAC will bo dealt with in more detail in Bieiaext 
section of this roport, but it ia belioved that the 
authority and responsibilities of the IAC could bs 
broadened Hi thout conflict \wi th the National Security 
Act of 1947 and thus enable this Committee to accomplish 


more effective coordination in the field of intelligence 


requirements. Among the essentials necessary to achieve 
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proper coordination tho subject report lists (page 54) 
“continuous exenination on the initlative of the CIA of 
instances of duplication and failure of coordination; 
directives which establish more precisely tho responsi- 
bilities of the various departments and the effective 


carrying out of plans through close interdepartmental 


s 
° Q consultation at all levels.” Although tho IAC hag 20 

e: So authority at present to issue coordinating diroctives, 

. <o Ay) ae fois — : 
‘Sy it can be authorized to recommend such directives to change?) 
eS : ee | 
~~ the NSC. The other essontials listed above appear to tty : 

w : 


be functions which the IAC could most effectively perform. 


! 


B. The Intelligence Advisory Camittee 

The subject report states that (pave 63) "the Intelli- 
gence Advisory Comaittee is soundly conceived, but it 
should participate more actively with the iipestor of 
Central Intelligence in the continuing coordination of 
intellirence act Livitios." It is also further stated in 
the discussion of National Intelligonce Estimates that 
(page 81) "these ene neee should be submitted for discus~ 
Bion and approval by the reconstituted Intollicence 
Advisory Caimittee whose meabers should assume collective 
responsibility for them." The Chief of Naval Intellige-te 
questions the statenent that "tho IAC is soundly conceived". 
The present NSCID No. 1 establishes the TAC "to advise the 


Director of Central Intcllizence". This statement and the 


~5— ENCLOSURE A 
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e = 


WY gt, 
name of the Comittes are indicative that its functions Ww 


ae : sik 0” , 
are/ purely advisory dnd that it is without authority. - w ae oe 
Sena é Jeo: x © va 


. oe ae 
In the matter of making recomendations to and \<« _ 


aie vo 
advising the NSC these recomendations end this advice * eat we 


originate with the Diroctor of the CIA who iniicated aaa aw - a 
\ <ue a’ 


Be s8 


a 
the concurrence or nonconourrence of the IAC mombors. : 


There is no Sauk ranaht that recamendations or abe 
which originate with members of the IAC be forwarded 
to the Council unless the Director of CIA seos fit to 


do so. It ig believed that recommendations or advice 


XW ee 
which originates with(a)m ember of the IAC should be awe UY 
forwarded to the Council whether the Direotor of CIA - at 


8 OCs 
panes 


Directives issued in implementation of Notional 
Security Council Directives are now <aausd by the 
Director of the CIA aftor unanimous concurrence by 
the IAC. This procedure could be strengthened as 


will be indicated later in this paragraph. 


‘The second quotation above states that the Tac 
members "should assume collective responsibility" for 
National Tntelli cence Estimates. It is submitted that 


if the IAC mombers are to assume "collective responsi- 


Wor, a bility" ay should bo assigned cellective authority, Ny ead 4 th! 
ate oe ce WN 


L 
a eee | | wu 
; ENCLOSURE A 
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. Father than a collective advisory capacity, in the 


production of these estimates. 


In order to effect the improvements indicated in 
the subject report and to overcome the defects in the 
Charter of the IAC, it is reconnended that the present 


NSCID: No. 1 be reissued along tho lines indicated in 


the proposed redraft attached and labelled Enclosure “| a 
(B). This proposal would chance tho name of the ieee a 
a Committee to “Intellivence Coordinating Comittee". je 
eae : an ebe oo 


BK Hono _of' the changes indicated usurp any of the BEGIOTE UY. 


pie — YW delegated to tho Director of the CIA by the Natdonal 
re aC “xX a \ Security Act of 1947. All chenges are intended to q! 
a : A ve gwd the pn : 


strengthen the coordinating machinery of the govern- 


F ° aw \ 
ie Key mental imntolllvence aencies. 


C. The Interdenartncntal Coordinating and Planning Staff 


The subject report nakes a number of cannents 


regarding ICAPS, many of which are organizational in 
character within CIA. Tho report states that it should 
be reconstituted and suggests tho name of "Coordination 
Division". The report furthor states that its assicned 
nission, which it has failed to execute, (pase 46) is 
"to review the intelli;enco activities of the govern 
nent, and assist the Director in initiating moasures 


of coordination for recommendation to the Yational 


See ENCLOSURE £ 
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Security Council". The report rocamends that (page 

63) "ICAPS should be reconstituted as a staff responsible 
only to the Director of CIA.” This ie not understood 
Binee ICAPS is now considered responsible only to the 


Director of CIA. The @riginal concept jof ICAPS was 


i 


that it should act as a staff for the IAC but this has 
. hot boon carricd out in practice. The original concept 
is considered preferrable to the present arrangement 


waich should be changed as indicated below. 


The following recanmendations regarding ICAPS are 
sulsni tted: 
1. Redosigmate ICAPS as the "Coordinating Staff" 
2e Propare @ procedure for this staff containing 
the following provisions: 
(a) The ICA?S (GS) shall be composed of members 
appointed by the member agencies of the IAC 
(ICC). A representative appointed by the 


Director of the CIA shall be the Chairman. — 


(b) ICAPS (CS) shall: (1) keop under continuous 
roview the status of coordination anozg the | 
various intelligence agencies and make recom- 
nondatious(‘to the mae a ce) for improvement 
therein; (2) maintain close liaison with 


member agencios of the IAC (ICC) and other 


Ga ENCLOSURE A 
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o agencies of the goverment concerned with 

. ty Xe Wy tho Yotional Security with a view to estab- 
Aw a Ny 5 i ae ae most effective collection of 


_ sssential infomation, determining their 


ntclligence needs ani insuring an effective 
ig ee S, = xe a hy 7 panos dissemination of intelli- 


ost +! ane = gence; (3) perform such staff functions as 
NS ye rh . 


aX _o : 
< A nee dy a es the IAC (ICC) may assign, including initial 
Oe yr o Wee 
a ye we nf aw A drafts of proposals for the consideration of 
Se ; ge A 2 {Pr re a 
eels t,o we ow the IAC (ICC) and periodic checks to insure 
f oe \ yr OF 2 fe CLA 
é a \ proper implementation,of intelli;ence direc- 
ye me ‘CG a | r . a cul” 
ne Cx” \P pal y y a tives under the Gopniadmne of the IAC (ICC); 
; 
F \ (4) determination of "Common Services" which 
a a ‘ can be best performed by the CIA. 


in other words, the ICAPS (CS) relationship to the IAC 
(ICC) should approximate that of the Joint Intellizence 
Group to the Joint Intelli.ence Comaittee, with respect 
to matters of policy and procedures. Approval of the 
above rocommendations should be followed by a written 
charter for ICAPS (CS)« 


D. The Central Intellicence Agency 
s seareneeneeiemnmeeennenisae esta 


The subject report contains a considerable number of 
conclusions and recomendations pertinent to the CIA. In 


general they fall into two categories, namely *Orzanization" 


Tn BNCLOSURE A 
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and "Coordination" with o fow isolated matters wrich in 


certain cases will receive coment. 


l. 


20 


Be 


Organization 

Many of the coments in the roport are made 
with a view to placing: all covert: Pimabions under 
a single administrative division. This concept 
ity considered sound as it is believed that the 


security cf this kind of operation would be 


improved tnereby. 


Another recommendation (page 81) would 
establish a small Heavens Division which would 
review the specialized product of the depart- 
mental agencies in order to prepare coordinated 

tional intellirfonco estimates. This recom 
niendation would sot up a "Review of reviews" 
board for which qualified personnel would be 
hard to obtain and such a board would duplicate 
the functions which the Committee states should 


be performod by the IAC. 


Coordi nation 


This has been covered in the preceding 


sections and no further comments appear warranted. 


The Question of Civilian Diroction 
a oieeiestenereairtemmnnatemineennimmn ne menomemententenoeeenn een meneene eee aaa 


The report states (page 136) that "wile we 


Bun LUCLOSURE A 
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- _ recognize thet he (the Director) may be either 
Civilian or military, wo have reached the con- 
clusion that he should be a civilian” unless 
(page 157) “he should resign from active military 
duty and theroefter work as a civilian™. The 
report implies that a Director draw from the 
nilitery would be either (a) loss competent or 
(b) less permanent than a civilian, As to (a), 
the most caapetent individual, civilian or mili-~ 
tary, who is willing to make the assignment a 

' Gareer should be appointed. ‘There are moxy 
experienced and competent officers in the Mili- 
tary Establishment and no legal bar to their 
appointment is recomended. The loyalty, 
patriotism, and maturity of judgnent of military 
officers in the upvor ranks has been thoroughly 
testod. With one possible exception, all succoss~ 
ful foreign secret services are prosontly headed 
by nilitary officers and have been for many years. 
As to (b), it is provable that even greater diffi- 
culty would be encountered in obtaining permanency 
of tenure with a civilian than with a nilitary 
officer. Very fow really outstanding civilians 
in this field have been persuaded to romain in 


goverment service indefinitely. It is believed 
=Ju ” ENCLOSURE (A) 
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thet the intent of the report is that a Service 
man assicnod as the Director of Central Inielli- 
gence should “retire” rather than "resi:m" as 
rosignation would result in the loss of retire- 
mort bare tite: An oSficer's equity in future 
retired pay should be protocted by suitable 
wordime in any legislation melting datiousnt 
nandetory. It is suggested that an officer 
from the sorvices assigned this duty in the 
future undergo a tricl period of approximately 
six months. [is assignment should then be made 
permanont +o, say, ape 60, provided (1) the 
National Seourity Council 4s convinced of his 
competence, (2) the officer desires the assig¢n- 
ment, and (3} he agrces to retire. 
Wartine Status of CIs | 

The subject report stetes that "the Central 
Intelligence Arency is properly placed in our 
govermiontel structure under the National Security 
Council", This commcnt is considered correct 
during peacetine but is open to some question 
during war or nations emergency. As this 
subject is undor concideration by the JIC, at 
present, it is desircd to refrain fron comment 
until the JIC recommendations have been acted 


upon by the JCS. 
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Be Itiscollancous 


l. 


. is reconmendsd. Ki 


Crisis Situations 


In the discussion of National Intellicence 
Estimates, the subject roport states that (page 81) 
"Provision should be made in these arrangements 
for the handling of crisis situations when coordin- 
seed ontinates aro required without delay". This 
comment meets with complete Sonsureenes and 
presents ne procedural ‘problem within the IAC, 
provided one or more of the momber agencics is 
aware of the situation. To inaure timely action 
‘in crisis situations, echelons above the TAC must . 
be made fully aware that the IAC is prepared to 
handle. the intellirence aspects of these situations 
rapidly and that information of this nuoture received 
through “EYES ONLY" messages and other similar 
sources must be rolcyed expeditiously to the TAG 


member under that echelon. An msqtp to this effect 


v 


_The United States Communications Intelli--once Board 
Piccoli Nae draiphathese oe er tons ctocicaclhvetatara fl 


Tae report recemends (page 63) that "The 


Director of Central Intellic-ence should be made 


pemanent chairman cf the Unitod States Communica- 
tions Intellicence Foard." The Chief of Naval 


Intellizence does not concur in this recommendation. 
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At present tho cheimwnship of this Comnitice 


is assigned upon an annual rotational basia 


and it is believed that the Committee has been 


functioning effectively. Unless future develop- 


Se 


ments appear to warrant a chango in procedure, 
it is recommended that the presont method of 


assignient renain unchanged. 


The Service Tatelligence Agencies - 


These agoncies re covered briofly and 
principally as regarcs the matter of coordination. 
The report indicates a closer coordination under 
tho guidance of the (IA. It is believed that in 
matters of sole concern to the Tati onal ilitary 


Establishment this ccordination should be accom 


plished through the Joint Intelligence Comittee. 


If tho matter is one concerning national intelli 
gence it should be coordinated by the IAC. It 
is also stated that the Service Agencies should 
confine themselves principally to their oii fields 


of interest. This is agreed to, in tre but 


whenever ee have a sound basis, on matters 


eitetas mere normal area Lor interost. Unless 


eee + sates Ata nanan na mee 


such ® provision is nade the TAC cannot be eee tod 


a Ee BUCLOSURE (A) 
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to assume responsibility for a mtiomal intelli. 


gence estimate upon which the members are permitted 


to comment only partially. 


The State Department 

The rocommondations of the Comittee are 
brief on this subject. It rocamends that ‘the 
State Department dosignate a hich officer of the 
Department as intellicgonce officer. Given 


sufficient authority such an officer could con~ 


‘tribute much to the production of objective 


political intelligence and to ligison and 


coordination with otier agencies. 


_ The report omits all reference to. the fact 
that as a principal oroducer of political intelli~ 
gence the State Department has an inportant 
function to perform for other departments. I+ 
is believed much could be accomplished to 
improve tho matter o? dissenination if not the 


quality of such inteollizence. 


“13. ‘ENCLOSURE (A) 
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NATIONAL SECURITY COUNCIL INTELLICENCS DIRECTIVE NO. 1 
COOPPINATION AND ADVISORY MESFONSIBILITIFS AND FUNCTIONS 


Pursuant to the provisions of Section 102 of the National Security 
Aet of 1947, and for the purposes enunciated in paragrarhs (d) and {e) 


thereof, the National Security Council hereby authorizes and directs that: 


1. To maintain the relationship essential to coordination 
between the Central Intelligence Acenc? and the intelligence 
organizations, an Intelligence Coordinating Committes consisting 
ef the respective intelligence éhiefs from the Departments of State, 
Army, Navy, and Air Force and from the Joint Staff (JCS), and the 
Atonic Bnerey Commiasion, or their sgenaaeutativen, shall be 


established to make recommendations to the mayeonal Seortty > 


a es 


Coune!l for the coordination of such datalitcence activities of 

the derartments and agencies of thé government as relate to the 
National Security. Be Tirestor of the Central Intelligence 

Ageney shall be the eee thereof and he shall invite the 

chief, or his representative, of any other intelligence agency having 
functions related to the national security to sit with the Intelli- 
gence Coordinating Committee whenever matters within the purview 


of his agency are to bo discussed. The Intelligence Coordinating 


Comittee shall establish its own procadures, tucluding yrocedures 
Nn entcaennenetinn cera een 


te ta ment 


estimates in both eenkine and in stats aleuabloné. 
en eit A oe Mh Se 


a. ae 
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2,  Goordination of intelligence activities should be 
designed primarily to strengthen the overall governmental 
intelligence structure. Primary departmental requirements shall 
be recognized and shall receive the ccoperation and surrort of 


all other intelligence agencies. 


a. Recomnendations of the Director of Central Intel- 
Ligence Goa)or the Intelligence Coordinating Committee 
shall be ferwarded to the National Security Council by the 
chairman of that Committee. These recommendations shall 
indicate the concurrence or noneoncurrence of the members 
of the ICC and shall contain the views of the dissenting 
members set forth in full. When unanimity is not obtained 
among the Department Heads of the National Military Establish- 
ment, the Chairman shall refer the problem to the Secretary 
of Defense before presenting it to the National Security 
Seunott: The foregoing procedure shall also be followed by 
the Direetor of Central Intelligence in forwarding recommenda- 


tions or in giving advice to the National Security Council. 


/ 


b. Recommendations of the [4rector of Central Intellicence, 


(ex) of the Intelligence Coordinating Committee, shall, when 
arpreved by the Naticnal Security Couneil, issue as Council 


Directives to the originator. The respective intelligence 


chiefs shall be resronsible for insuring that such orders and 


directives, when applicable, are implemented within their intelli- 


gence organizations. 
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eg The Intelligsnce Coordinating Committee shall act 
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for the National Security Council to insure full and rroper 


implementation of Council Intelligence Directives by issuing 


such supplementary ICC directives as may be required. Such 


implementing directives in which the Intellisence Coordinating a Gnper 
Committee concurs unanimously shell be Lesueg(fy the Chetrann ) Die 
thereof, and shall be implemented within the Saparteante as 
provided in paragraph b. Where Cisagreement arises betwoen 
members of the Intellirence Coordinating Comaittee over sueh 
directives, the proposed directive shall be forwarded to the 


National Security Council for decision as provided in parapraph a. 


3. The Director of Gentral Intelligence shall produce 
intelligence relating to the national security, hereafter referred 
to as national intelligence. In so far as practicable, he shall not 
duplicate the intellicence activities and research of the various 
departments and agencies but shall make use of existing intelligence 
facilities and shall utilize departmental intelligence for such 


production purposes. For definitions see NSCID No, 3. 


4 The Director of Central Intelligence shall disseminate 
National Intelligence to the President, to members of the National 
Seeurity Council, to the Intelligence Chiefs of the IAC agencies, 
and to such sovernmental departments and agencies as the National 
Security Council from time to time may designate. Intelligence so 


disseminated shall be officially concurred in by the intellizence 


ECR Enclosure (B) 
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agencies or shall carry an agreed statement of substantial 


dissent. 


5. when Security Regulations of the originating agency 
permit, the Director of Central Intelligence shall disseminate 
to the Federal Bureau of Investigation and other departments or 
agencies intelligence or intelligence information which he may 
possess when he deems auch dissemination arpropriate te their 


functions relating to the national security. 


S. The Director of Central Intelligence shall perform 
for the benefit of the existing intellipence agencies such 
services of common concern to these agencies as the National 


Security Council determines can be more efficiently accomplished 


eentrally, 


7. The intelligence organizations in each of the depart- 
ments and agencies shall maintain with the Central Intelligence 
Agency and with each other, as appropriate to their respective 
responsibilities, a continuing interchange of intelligence 


information and intelligence available to them. 


& . The intelligence files in each intelligence organization, 
including the CIA, shall be made available under security regulations 


of the department or agency concerned “io the others for consultation. 


9. The intelligence organizations within the limits of their . 


capabilities shall provide, or procure, such intelligence as may 
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be requested by the Director of Central Intelligence or by one 


.of the other departments or agenctes. 


10. The Director of Central Intelligence shall make arrange- 
ments with the respective departments and agencies to assign to 
the Central Intellirence Agency such epertericed and qualified 
officers and members as may be of advantage for advisory, cperational, 
or other purposes, in addition to such personnel as the Director of 
Central Intelligence may directly employ. In each case, such 
daparteental personnel will be subject to the necessary personnel 


procedures of each department. 


11. The provisions of this directive shall not be construed 
as an abrosation of any right or responsibility conferred upen 


any individual or organization by duly constituted authority. 


NOTE: If this directive is approved DCI Directive 1/1 will 


require revision to conform. 
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WASHINGTON 26, D. C. 


DDM-116 
5 March 1949 


MEMORANDUM FOR TH DIRECTOR, CENTRAL INTELLIGENCE AGUUCY 


SUBJECT: . Comments of the Deputy Director, Joint Staff, for 
| Intolligence on the Report to the National Security 
Council entitled "The Central Intellizence Agency 
and National Organization for Intelli;ence", 


dated 1 January 1949. 


ie Conments and recomendations hercin are limited to that 
part of subject report rolating to Joint Staff representation in 


the Intellizence Advisory Comitteo (IAC). 


x 


2. The report states on page 61, lines 12414; "The represen- 
tation of the Joint Steff upon the Intclligemte Advisory Comittee 
appears to be largoly duplicative in view of the predominately 
service membership of the Comuittee", and concludes on page 65, 
paragraph (6); "The Intellicence Advisory Cowmittes should consist 
of the Director of Central Intelligence and representatives of the 
Department of State, Army, Navy and Alr Forse and the Federal 
Bureau of Investigation. Other departnents and agencies would 


sit as ad hoo members when appropriate." 


05780 
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3. Comments: 

ae The above conclusion that the IAC not include a repre~ 
sentative of the Joint Staff seoms to stein from the view thet 
such representation "appears to be largely duplicative in view 
of the. predominately service menbership of the Comittee." 
Although the Joint statt representative is a Service officer, — 
he represents in the IAC the interests and viewpoint of the 
Joint Chiefs of Staff organization rather than those of any 
Service, and is purtieularly concorned with matters related 
-ta the responsibilities of the Joint Intelligence Committee, 
of which he is a momber, and tho Joint Intellipence Group, 
which he heads as Deputy Director for Intelligence of tho 
Joint Staff. I bolieve it important that these agencies 


continue to be directly represented in IAC. 


b. Participation in IAC meetings during the past year 
has enabled the Joint Staff represontative to keep inforned 
on uniter of common interost or concern and to insure that 
joint intellizoneo estinates and joint intelligence plans 
and policies of the JIC are in harmony with those waich are — 
national in scope. It would seem thet this participation 
conforms to the aim expressed in the last paragraph on pags 
78 of the subject Report which reads: "Through the membor~ 
ship of tho Service Intelli¢ense chiefs on the Intelli cence 
Advisory Committee and through olose liaison between the - 


Joint Intelligence Group and the new Estinates Division in 
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the Contral Intelligonce Agency, every effort should be made 
to insure the consistency of the Joint Intelligence Committee's 
military appraisals and the broader national estimates of the 
Gontral Intelligence Agency and the Intelligence Advisory 


Comal ttes." 


G. Reduction of Joint Staff participation to an ad hoo 
basis, as the Roport pRopedee: would exelude the Joint Staff 
representative from IAC meetings, oxsept thon invited, and 
thereby deprive the Joint Staff and JIC of most of the 


benefits now derived. 


4. Recommendation: Based upon the foregoing coments, it 


is recomended that the Joint Staff continue to have reprosentati on 


\ 


in the TAC. 
(Sigmd) W. B. Todd 


W. E. TODD 

Major General, USAF 
Deputy Director 

Joint Intelligence Group 
The Joint Staff 
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